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THE WHITE HOUSE: 


Jo. ΕΞ ΞΕ ΝΞ WASHINGTON 


- ᾿ | February 4, 1963 ον 


PRESIDE! NES PORBION INTELLICENCE ADVISORY BOARD 


Ἢ yeomanD UH FOR THE, PRES IDENT 


ΟΝ ‘Attached is’ the report. of your Foreign. Intelligence . 

“ Rdylsory ‘Board based on our review of the intelligence covér- ° 

sage, assessment .and.reporting by U, Antelligence agencies . 

οὶ éoneerning the Soviet creat bull idote in Guba Curing the’ 
months ” preceding October 22, 1952. . 


re “Thasmuch ag the most urg ment. recommendations: mrowing out a 
ok. our. reyiew of the Cuba situation, have already beem sub- 0 .* |: 
omitted to.you ‘an the. Board's interim report dated December’ 28, . _ 
+1962 5° ‘we “are not ‘submis sting: further recommendations at this’: . 
τ time, When the Board next meets we will complete considerstion 
Or the -comments which have now been received from the Direetor™: 
“of Central Intelligence and the U. 3, intelligence agencies Loe 
‘with respect to the recomendations of our interim report. + .ὅ 
At: that πὸ I anticipate that the Board may wish to present ὁ 
= to you additions] recommendations cn. importany | aspects of ry, 
ae inte3ligence program. ©. ΞΕ ae 


- ΒΟ " Teg 


Fut, 


Parner th ‘undértatcing’ its. review the “Board requested δρᾶν μὴν ἐπ 
received a comprehensive report by the intelligence comity. oe 
Pais: report, addressed to the Board, is available in the, ese 
Board!s” office, a ΜΝ . . ΕΝ “ 


3 = “In Annex: ΕΝ “50 our report we List the principal sources - 
- 9 of information considered in. our. review, -We express our’ een 
“appreciation of- the cooperation and ‘assistance which WAS © 
freely. and promptly given, . ot, 
, ΕΣ δα a 
᾿ Waite: the Board, had’. the benefit ‘or helpful packerowid - ey 
information οἱ the. ‘Board 's observa tions and conclusions are, ro as 
wholly: Ate” ΩΝ ᾿ ἝΝ 


: ‘Respectfully, 
FORTHE BOARD 


James ἢν illian,: de. 
Chairman 


ΑΝ Ur. Sreryr 
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THE WHITE HQUSE " , 


WASHINGTON 


PRESIDENT 'S PORE ION INTSZLLIGENCE VISORY BOARD 


February 4, 1963 


MEMORANDUM FOR THE PRESIDENT 


Your Foreign Intelligence Advisory Board has completed a 
review of actions which were taken by the foreign inte lligence 


agencies of our Government to discharge their responsibility 
“for intelligence coverage, assessment and reporting on the 
‘Soviet military build-up in Cuba during the months precedi ng 


our report to the Nation on Ostober 22, 1968, concerning the 


US3R Is establishment of offensive missile si tes in Cuba, 

In: the course of our revisw we sought to determine whether’ 

were 1288 desrned from 2 an pss ee appre @isal of: 
oF che Ὁ." Sh_intelligence - 


the strensths and weeknesses ΟΣ tha Ul ὅν. St = 
effort as di Losed. by the Cuba expérience,. ve directed par- 
ticulst “ettention to those areas wr, the intetiigence process . 
acquisition: on 
and (3) the τ 
ts and esti- 
ad opexational 


of intelligence, (2) the analysis of intelligen 
produstion end dissemination oF intelligence re 
Wateg in support of national policy formulation 


2 
28, 
por 
an 


τ requls renents. 


Th our reconstruction of intelligence coverage of Soviet . 


ἣν activities on the’ ‘sland of Cuba, it is noted that tuo ‘principal, 
: gonsesutive phases j were involved. The first passe covered’ the. 
τς period prior to .October 14, 1962. The second phese consisted οὗ. 


amuch briefer period beginning cn Ostober 14. anid culminating ἡ 


τυ ἢ the Presidential ennouncement on October 22° concerning” . . 
“vingasures for meeting the Soviet offensive threat in’ Cuba,” The - 
_ event, of. course, which provided a demercation.of these ὕπο, : 


phases was the acquisition of Ostober 14 of: U-2 photographic 


‘evidence ‘that | the Soviet Union had.taken sténs to establi sh.a 
οὐ Strate gic nuclear nissile complex in’ Cuba. " 


τὰν 


ae on THE POST-COTOBE R14 PHASE. 


Lo Ya hote that the’ definitive photographic evidence obtained 
asa result: of the October 14 end subsequent everflights of Cuba 


Was vrompti 1y, Process sed and submitted. to the Eresident in time for |. 
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SQ-SECKET 


εν devisive action before the Soviet HREM and IPSs systems became 
' fully onerationel, Beginning with the President's initial re- 
‘geiot of & is crucial intelligence there was an effective per- 
formance on the part οἵ the U. 5. snteliigens @ comaunity in pro- 
yiding the President snd his top policy advisers promptly with 
che coordinated intelligence necessary to enable our Government 
. to respone effectively to the offensive missile threat in Cuba, 


We also note that in addition to photographic surveillance 
other factors contributed substantially to the intelligence suc- 
cess. achieved ducing this period, They were (1) the skillful 
anaiysis of. the Gata produced by pnotozrapnic interpreters 


: - and (3) the use of intelligent ice previously obe ὁ. 
. tained concerning strategic missile and air defense installations 
within. the Soviet Union in determining the nature and extent of 
similar egpabilities in Cuba. 


; a pointing ta the high performance which was achieved by . 
our \forsign. intelligence agencies during the post-0e tober 14 ; 
a riod: we yecognize that it would ve difficult for the intelli- τ 
a. Bene communi ty to operate with tae same intensity and efficiency 
-under less critical conditions. ‘Thus one of our major problems 
“fe emains the achi evement of very high performance between crises, 


“THE PRE-OCTOBER 14 PHASE 


Bs ‘to the pre-October 14 period, we conclude that our | 
‘foreign inte Liigence effort shovid_ have. δι besn_ an howe effective in 
(ΔΓ obtalnine adequate and timely intelligence ss Ἐπ τ the nature. 
“aid scope of the Soviet military puild-up as it developed over: 
a period of months, ‘end (2) exploiting the availacle intelli- 
 “genee as a basis for estimating Soviet end Cuban plans and in- 
 tentions,” . ᾿ ἷ 


‘In view of the fact tha Ὁ the Soviet move came dangerously | 
close tos suecess’ in an area less than ninety miles from our shores, 
| tne absenee of useful early warning of the enemy's intention must 

i” be stressed. We did not find that during this period there was 

within the intelligence community the ocused sense of Pf urgency ὁ or 


ALATA which Might well ἢ have ye stimulaved a -2_afeeter Ἐττοττν 
τ a 


--..--...- ιν 


_ Intelligence beaut sition 
, ony the 


ntelligence collec 


tion erea the most significant 
tine egunt soverace, and’ (2) 


gon yay 
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Pap Shen ap 
: Cle andestine’ agent coverage within Cuba was inadequate, 
‘Although the limited agent assete of the Central sabe gence 
Agenay and of Army Intelligence did produce some valuable reports 
on developments in Cuba, we believe that the abs ence of mor re ef- 


ἣν Peatilvye clandestine agent coverage, as an essentia 1 adjunct to 


other intelligence collection operations, contributed substan- 

tially to the inability of our Government to recognize at an 
eeriier date the danger of the Soviet move in Cuba, It would}. 

appees that over the years there has been a lack of foresight 


in $ne long-term plenning for the installation of these agents! 


. [8 find also that full use was not mace of aerial photo- 
sraghie surveillance, particularly during September and Octeber 
when the influx of Soviet military personnel” and armaments had 


eacned ἢ major proportions, We recognize that in September in-. 
tement weather delayed — some of the scheduled U-2 missions. , 
However, Mie note that from September 8 to Sentember 16 U-2 mis- 2 


sions over Cuba were suspended apparently δες euse of the loss of 
oe Chinese Mationalist U-2 over the China mainland on September 8, 
also note with concern that during the period of increasing 
oneeeney, as pointed up by intelligence indicators, there was 
ποῦ ἃ corresponding intensif ‘tcation of the scheduling of U-2 


ted proposals for aerial photographic surveil- 
» we make the following additional observations: 


the President granted authorization forall U-2 


ει (3 
τργλραξο which were recommended to him by his policy advisers 
on 


Yr the Specia 1 Group having responsibility for such matters... 


(2) The. ‘Special Group approved, in‘one instance with - 


asanet eee all U-2. overflights recommended to it. (We 
4a, SUrmise that on its own the Special Group could nave initiated 
"over tl igt ὃ recommendations, ) 


(3) Until October 3, ‘when the Defens se Intelligence Agency 


“upaed that suspicious areas of Cuba be covered by U-2 photographic 
;missions, it appears that there was a failure on the part of the " 


intelligence. coumunsty 2s as 8 a Whole. _to propose to 2 the Spe δὶ δ Group 


emer and fa 71 Was. even more pressing. in. view of the inateauecy 


| of clandestine agent resources and the limited effectiveness of 
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‘osher collection methods such ag legal traveler 
diplomat, refugee interrogation, and signals in 


ΓΞ unable to establish the existence of | 
here surface- 


and others believed tha . 
vail Ye note in this regerd that in the December 25 report of the 
Direstor of Centrel Intelligence it is stated tnat although the . 

‘paucity of records makes it impossiple to determine whether or not |: 
there was such a restriction, it is nevertheless clear thet opera-, 
tional elements were under the impression that such an injunction ἡ 


Dae {5 
was in effect, 


_ (5) Apparently the Special Group was not made fully aware 
of the delaying effects on the azquisition of asrial intelligence 
which could and did result from changes’ in 2 CIA proposal Zor the 
conduet ‘of ὁ U-2 mission. On Séptember 10 the CIA proposed that 
the Spseial-Group approve and recommend the scheduling οἵ a U-2 
flight to provide extensive peripheral coverage of Cuba 4s well . 
as tvo legs directiy over Cuban air Space, The Secretary of State 
objected to this combining of an actual overflight with the over-.. 
flying of international waters, He felt that the long peripheral 
-flignt would draw attention, and if the airoraft were to fail into; 
venemy hands after an overflight of Cuba, this would put the United 
‘States in a poor position to stand on its rights to overfly inter-_ 
national waters, Accordingly, the Secretary of State proposed 
.that the September flights be broken into four separate missions, 
two of them peripheral end ὑπο directly over Cubs, and the CIA 
-made plans tc do so, However, CIA made it an operational practice 
not to overfly if there was more than 25 per cent overcast, and the 
Director of Central Intelligence points out in his December'26. -᾿ 
report that the poor weather in September plus .the necessity for 
‘flying four separate missions instead of one resulted in prolonging .: 
the time required to get the desired coverage of Cuca. In fact, “ΕΝ 
the next successful U-2 mission was not flown until September. 20, 
We feel that under these circumstances the Special Group should have 
been informed of the factors operating to delay the four-flignt. 
coverage, and given an opportunity to reconsider the advisability 
of a mission over the critical, target areas urgently requiring sur- 
veilliance, We elso feel that the Special Group should be possessed 
of a mechanism which would automatically pick up such omissions of 
reporting. ΝΕ . 


eae tte BRE: 
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oo ΒΡ 
. (6) It appears that within the Speeia Group further con- 
‘sideration should have been given to proposals by the Acting ° 
. Divector of Cantral Intelligence in August and September for low- 
level photographic reconnaissance of certain targets in Cuba, 
ει "nen the Special Group teok up the matter on Septenver 14, note 
-wes teken that the Secretary. of Defense did not wish. the low- 
level operations to be considered until results of 8 coverage 
05 the same area became available.. Grantins the obvious appra- 
}prlateness of the. recommendation of whe Secretary of Defense, we 
(must point out that when the U=<2 flichts vere delayed there should 
‘Ihave been immediate re~examination of the prorosal for low-level 
. \iPlights, . (Mo low-level reconnaissance missions were flown. over 
ἐν Cuba ungil October 23.) oS 


Intellicence Analysis 


We Tf 


We τ ind the need for improvement of the processes ‘used in sy 
τς ποίησ national intelligence estimates and the processes used in’ 

“+ making current intelligense analysas, and’ also in tne techniques 

for relating these tyvo functions, τ τς 


n 
i 


τος The President and policy-advisory officials 7 
by the Special. National Intelligence Bstimate iss 
ligence community on September 19, on "The Milita 
Cube," This, estimate concluded that the establishment of Soviet "" 
. mediua and intermediate range ballistic missiles in Cuba would be ~ 
|. inconsistent with Soviet practics to date and vith Soviet policy ΕΝ 
- ‘as the community then assessed it. . This mistaken judgment, made 
‘ "at the very time when the Soviets were installing HRBMs and IRBMs. .- 
~ “in Cuba, we attribute to (1) the lack of adequate intelligence’ 5. 
_ coverage of Cuba, (2) the rigor with which the view was held that |) 
the. Soviet Union would not assume the ristxs entailed in establishing 
« nuclear striking forces on Cuban soil, and (3) the absence of an ΜΝ 
ἘΝ Admaginetive appraisal.of the intelligence indicators which, although: 
+, Limited in number, were. containes in reports disseminated by our 
‘intelligence agencies, (Ye reach this conelusion even though we . 
recognize the absence at the time of any conclusive photographic * 
_ intelligence, ) " 


ως ᾿ς The Estimate of September 19. pointed awnzy from the likeli- 
| hood of the establishment of Soviet nuclear missile systems in 
vo, Cuba, An important cautionary statement appeared in a discussion 
pavagraph, namely, that the contingency of such a development 
. Should be examined carefully, even thouga it vould mm counter 
εὐ to current Soviet policy, ‘This cautionary stetement, however, 
W283 not carried forward into the conclusions ΟΣ the Estimate, 


2OD-SaORST 
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op 


wy 


με statement was of momenvcus significance 
amd was in direct con sradiction to the Zstimsate's erincipal | finding, 
it should have been Hlighted so as to alert policy makers and 
intensify the Antell- 1ce collection efforts of the agencies in- 
volved, : : 


We believe that sin 
Seed 


Turning to another importent aspect of the intelligence 
assessment function, we-find that in the analysis of intelligence 
indicators and in the production of currant intelligence reports, 
the intelligence community failed to get across to key Government 
officials the most accurate possible picture of what the Soviets 
Imisnt be up to in Cuba, daxving the months’ prec ceding Ostober ih, 

y The . importance of this conelusion is not aimins shed by the fact 
that hindsight is easier to apply Haseena te sight in determining 
ithe significance of particuler indicators inclided in the mass..of 
reports available for intelligence gnalysis, " 


ἢ 
. 


we We believe that the near-total intelligence surprise , 

‘experienced by the United States with respect to the introduction 
and deployment of Soviet strategic. missiles in. Cuba res sulted’ in 
large part from a malfunction of the analytic process by which 
intelligence indicators are assessed end reported. This malfunction 
diminished the efzectivene ss of policy advisers, national intelli-. 
gence e3t ποῦς, oO and civilian end military officers having command 
responsibilities τ 


ῃ 


“tie pelieve that: the manner in which intelligence indicators | 
mere he andled in the Cuba situation may well be. the most serious 
flaw in-cur intelligence 2 system, and.one which, A? uncorrected, 
. could 688 to the gravest consequences, In this instance, “the 
major sonsequence es were the Poliowing: 


(1). Our Governne nt wes not provided with the dégree of 
early. warning of hostile intentions and capabilities which should 
| \-Rave been derived- from, ‘the indicators contained in the incoming 
“* \ intelligence, ᾿ 


ole (2) Neither you nor your principal policy advisers were 
:] provided at appropriate intervals with meaningful,. cumulative 
ἡ assessments of ‘the available intelligence indicators, Had the 

intelligence community systematically prepared and periodic ally _ 
presented compilations of accwralated indicators, this would nave 
permitted appropriate policy-level consideration of developments 
in. Cups and of .alternative courses of action és required, The 
practice followed in the Cuba sit uation oP provi ding White House 
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’ staf? members with: some of the raw indicator reports was not an 
seceptable substitute for rofessional analytical reporting | on 
᾿ Anz erisis situation, witile raw intelligence reports 
wera Wed “effectively in targeting the October Li U-2 mission 
_which led to the discovery of offensive missiles in Cuba, the 
significence of the important indicators involved was not, com- 
municated to the President, eee crn ren me 


-- 


(3) Despite the intelligence indicators which were accum- 
uleting even before the U-2 discovery on October 14, the intel-. 
ligence community did not produce for the benefit of policy-level 
consumérs a revision of its errcneous National Intelligence 
Estima be of September 19 


We believe a further and exhaustive examination, not.” 
limited to Cuba, should be made by “the intelligence community of 
fhe complex enalytic process employed throughout the community 

in the assessment of intelligence indicators, We dase this 
pelief on the nature of the indicator-type data which our re- 

_ view disclosés was ava lable GQuring the period rrom Ney | to 
+ Oetober 1962, 

Thirty five-.examples. of such available indicators are set 
forth in Annex A to this report, In cataloging such examples we 
anpreciate fully that we have the benefit of a perspective which 
was not then possessed by the. intelligence community. We are 
also aware that the illustra Sions listed are bus a small number 
‘taken from the great volume of reports which were raceived and 
which included’ some demonstrably erroneous information, We urge. 

that the ennexed illustrations be resd not only for their indi- 
vidual content but also for the purpose of noting the cumulative 
significance of the information being received, These indicators. 
ty of intelligence sources, such as 
ΝΕ 7 : ᾿ refugees, elandes tine agents, and 
rriend Ψ fore gn ploma They dealt with 4 various aspects of. 
the Soviet military build-up in Cuba, sSneluding the introduction 
of high-ranking Soviet military personalities who were special-— 
‘ists in the fields of military construction, engineering, elec- 
‘tronics, jet pilot training, surface-to-air missile defenses, and 

Soviet long-range air and strategic strilcing forces; the assign- 
ment to Cuba of Soviet specialists in rocketry and Atomic arms 3 
the statements made by persons highly placed in the Castro regime 

_concerning expectations that a nuclear delivery capability would 
pe established in Cuba; the sightings by groun2 observers of 
offensive missiles being deployed under strict.Soviet control 


111. (Continued) re? | " 


and under conditions of great seeresy; and tha introduction on 
. & progressively inereasing scale of Soviet troops, ams, and 
military equipment and matertel in lerge volume and, in ¢ nisaber 

of instanees, under Strict security conditions. (On the latter’ 

subject we note from other materials whish we here reviewed that 

the, nunver of Soviet Bloc shios-arriving in Cube inevessed from 
average of 30 a month in the first seven months ΟἹ 1060 to a 
ie arrivals in September, ) 


sence Reporting ἢ 
- Our review of the intelligence reporting process réveals 
thet limitations which were placed on the publication and dissem- 

“dnation of reports and information concerning the situation in 
Cuba were either misinterpreted or misapplied. This inhibited 

the flow of significant data, 


‘| One such limitation was imposed by the Director of Central 

- Intelligencé in May 1962, Because of the Director's reservations 
concerning estimates on Cuban order of battle, he instructed CIA 
analysts’ to check out with the National Photographic Interpreta- 
tion Center (NPIC) any report that was susceptible of photographic 
_ verification, The purpose was to establish by all available means .. 
- the authenticity of refugee and egent reports, However, according 
to the Director of Central Intelligence, it Operated as ἃ limita- __ 
tion on publication because the instruction was interpreted by 


πς CIA analysts as δ restriction against publishing anything that 


‘could not be verified by the NPIC, One consequence was that . . 
ἀν ΩΣ the pre-October 1} period as information became available 
ον on the offensive build-up in Cuba, it was not published by the 
CIA even in the President's Intelligence Checklist, oo ΝΞ 
ΜΝ . . ον . νὸν oO εἶν ἪἮἫ ! 
. On August 31 another limitation was imposed, ‘The President ~ 
‘placed limitations on the publication of reports on weapons which ©” 
‘might be offensive, pending receipt of further information ‘con- - 
cerning a suspected missile installation at Banes., On October 9 
these instructions were reiterated by the President who enpnasized | 
ἦν the importance of maintaining the tightest possible control of all . 
‘information relating to offensive weapons, τὴν δον 


ἐς 7) The President made clear that he wished to impose no limi- -- 
tation whatever on the collection and analysis of intelligence .- 
relating to offensive weapons and he emphasized that he wanted τ᾿ 
all such information collected, analyzed, and promptly reported 

to officials having a real need to knovw,- However, the United 
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fal? ἧς . mI 
Nvares 


weeroms Lr Ὁ Ἦ ΘΝ g “ALE 
Divevvsr of (Centrel Intelligence exempted CIA's Presidential 


prepared subsequent to the President's instructions failed to 
daclude information from any of the refugee or agent reports on 
-the sightings of offensive missiles in Cuba, 


Tne President's directive restricting the publication of 
intelligence on offensive weapons was clearly wise, necessary, 
and essential to the national interest, ‘The misinterpretations 
of this directive endangered the necessary flow of information 
and serve as a warning thet in future situations requiring such 
restrictions attention must be given to establishing secure 
channels for transmission of vital information to officials 
having a clear need to know, 


. Brergency Planning ; . 


The Cuba experience points up the need for advance planning 
“to ensure that our human and material intelligence resources are ὁ 
sufficient, and are adequately organized, to mest tne demands of © 
‘an energency such as that which confronted our Government in this 
instance, : ᾿ ᾿ 


When the President found it necessary to restrict the publi- 
gation of information on offensive missiles in Cuba and to confine 
‘such information to designated categories of recipients, the in- 
-telligence community did not have in readiness a plan to meet the 
reporting requirements of such an emergensy,- As a result, signifi- 
cant information did not reach some elements of the Government, 
‘both in Washington and the military commands, and in some instances 

_; importent intelligense was not brought to the attention of the 
- President and some other high officials. Two examples of the con- 

sequences which followed were (1) officials who checked in normal 

“ places concerning such matters as the October. 10 speech of Senator 
\.Keating were told that there was no evidence of offensive weapons, 

_ although in fact raw intelligence had already led to the targéting 
ΟΡ the San Cristobal: area where offensive missile installations 
‘were subsequently found through U-2 photography on October 14, and 
. (2) for a brief period the limitation on publication operated in 
‘guch fashion as to preclude the Defense Intelligence Agency from: 

disseminating outside the Washington area intelligence. publica-. 
tions on the developing Cuba situation, — As a.consequence, it was 
“necessary to call in certain military commanders from the field - 
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798 ΘΕΈ ΘΒ" 


and give them oral briefings on the subject, Tne restriction 


served to hamper the commande vs: in their planning for possible 
milit vary action involving Cubs. ἡ 


., . He note next that when U-2 overflights of Cuba began on 
an accelerated basis on October τὴν no more then a 10- day supply 
of photographic film was on nand in the entire country to meet. 
"the demsnds resulting from the sudden step uP of gerial recon- 
naissance operations, Moreover, in the absence of a central 
_ processing | facility for developing photographic Σ Pilm. in quantity, 
under appropriate security safeguards, it was necessary to make 


ὌΝ use. of film laboratories at scattered locations consid erably: 
ον  pemoved from Washington, us 


+ * * 


“Throughout our review, we have been mindful of public 
charges to the effect that during the period of the Soviet = 
military build-up in Cuba, the U. 5. intelligence process was 
in some menner manipulated for partisan political purposes. We 
fang, no evidence wha tsoever to support such (charges. ἮΝ 


ae VO tilling fo. De 
ames ἢ, Killian, IB as! 


President's Foreign intelligence 
Advisory Board 
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